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I. Papor onm Reeding Penel

1) Prelimina %X The purpose of the reading panel is to discharge a
ghadow reapops.blliity within ﬁ/&R for the routines, paper work, and all that
iz involved with current intelligencs support. O/hR hag beern distincetly
relieved of ary dirset rosponsinility for current .iniellipence in order to
free it for work om itr sole regponziblility-eunsssailsble, fectusl, suthori-
tative rogearch im esconomis intellipence--primarily om the Scviet problem.
Therefore, any circuletion of irncoming papers must be gorutinlssd asainst
this responsibllity, wid justificetions for increasped facilitles or iimita-
tiona on output zhould not be confused by a current mission which u3 not
O/RR's responsibility et the prossnt tims.

Certain routines mnd certain pressures derive from the handling of
incoming docursnts and meterials on . ocurrent basle. Since the procaszing
of ineoming current documeats conatitutes en immediate and unpradichabls
demand ¢n his time, the snalyst’s abllity o plam his worl: lcad, or o
extend himself in undigtv rbed ropearoh i3 extreanely limited.

It must be clear thnt tho presont perscnnel of O/RR is limited and the
basic research mission is am oxireaordinarily big job for which the office
is greatly underasteffed.

2) Problem. The precise resounsibility for voluntsry zuppors for
currens intsliigence chould be defineds

A. CCI hes the direct responslbility for reporting, daily,
on current intelligencn, The latter office is not steffad
with an ecomomlc support staff. .O/RR furnishes some current
suppcrt throupgh its Strebegle Division. FHowever, OCI hes
need of @ broerder economic reporting base (a) to screen fur
outstanding ccononic events, (b) consultation onm spot {tens.
The problom conserning Ghis Bupport 18, For Of RR, Drilmnali.y
the peper routine and the amount of time to be tsken ¢r con-
gultation, end psneilled comments on documenta of outetending
current economic importance.

133 »

B. Curreant evalustions. This is s current support problem
whiech {nvolven Ci.'e two collecting offices (00 und S0).

These collecting officss have a rneed for rapid ewaluation
which will scresn out their most egreglous mistakes In
collection. Theso offices slso require fram the mupporting
offics some aproed-upom standard of svalustion. Such an
avaluation procedure does not at mll involve the process of
"requirements.™ In the past the bulk of the research eonalyst®s
requirements have boen derived from current intelligence
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evaluation ({srmal or informal). This iz not a ssientifie nor
practical approech to economic intelligence requirements,

Due to ths peat emphasis om curremt intelligence, invol-
ving all that it does in the .ay of processes and deadlines,

- economic intellipgence requirements heve not been thoroughly
oollated and thought out in & form vhich would provide the
collecting offices with a wrking baeis, Therefore, the soot
requirsments have been conflicting and a burden upor the col-
leoting facilities. (Thsre is also the problem of precise
definition of requirements, and the means of comnunmications in
conveying what iz nesded by the researcher.)

Since Q/RR hes a primary research responsibility and
accountability, the svnluation support of $50/00 must take a
secondary rolc and be regarded only as preliminary oveluation.
There is need, however, for e mechenism %o be errangod betwsen
the collesting of'fices ard the research off'ices for arriving
8t firm evaluations, '

Co Another problem of current suppert (somewhat nebulous in
the definition of being current) is that support to be given or
sclicited by other IAC agencies in the form of intelligence or
information which they requiroc egainst deadlines for departmentsl
intelligence. This is a problem vith vhieclh to strugzle, and
depends on 0/RR leadership within the IAC,

D. The firnl problem facing reseearch analysts is, avowedly, the
intellsctual incomsistency of separating busic from current intele
ligenocs; the matter of being au courent in & specialized field.

This purported inconsistency provides the epalyst with a comfor-
table psychological resson for failing to arrive at a specifie
definition of his job end to prepare the specific requirements

needed to carry out his responsibility for authoritetive rasearch.

If central files amd library facilities can provide current service
on ary given research task, then the analyst's insistence om
currency is m2rely reflecting a passlve atiitude towards intelligences
research, snd certain possessive instincts about the intelligence
informations The real problem them, 1s defining migsion and functionm,
end procuring supporting librery (central files) fecilities.

E, The final problem is one of whether the office wighes to under-
teke ourrent intelligence responsibility on its own initiative and
risk, ‘hich must be at veriance with its limited facilitiesz and
mission provided for it by the Director.
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II, Orgenization and Mission of Reading Panel

The reading psnel ig the s;‘.‘sring‘;oard for making the most effective immediate :
use of any incoming document. ‘

1} Personnel quelifications. ZEssentially every person opereting on the :
reading panel must be an analyst. It is desired that the person have s backiround !
in economics, preferably : ith some working experience. Vhile no specialization $s8
required, familiarity with all filelds is needed. Personal qualifications of
slertness, imagination, aixl commor senss sre natural requisites. Since it is
impossible to lmow specific details of all fields, it is ossential that the
snalyst be basically hcenest in uwnderstanding his own limitations and secure
answers as o the significance of a specific plece of information from those
who are campstant.

The analyst must be familiar with current ovenis end cssentially those
movements which would reflect on the sipnificance of incoming economic iafor-
mation., The personality qualifiestions demend & consistent aporoach, the drive
and ability to work umdor pressure, and efficiency in rationing the time to be
soent on consultation, reading, screening, eice.

He must be required tw know vhat ths prevailing demands are im OCI, whet
limitations there are in the fields cf current economic intellipence reporiing,
the individual compztency within G/RR, and the gpecific rocearch project
responsibility of the individual snalysts within O/RR.

2) Funotione. The functions of tho current intelligence readinz panel
are the following: reading and placing of incoming documents; recognition of
‘significant items and cai.enting thercon or securing commenta thereonj
evaluating SO, 00 and Al: Force decuments or socuring evaluations thereons
overseeing or guiding tiie contral £iling of documenis.

As TReading and placing of documents. The analyst must keep abreast
of an allocated rumber ol Incoming documonts. He must assess the
significeance of items covered and their relationship to all intel=
ligence factors. FLach incoming document demends scms kind of
immediats use. The analyst hss responsibility for placing this
document with, not all the people concerned but, the person most
concerned who can mske an immediate current use of the information.
Sometimes this will necessarily involve pointing ouvt to the persca
concerned the value and significencs of the document. The analyst
must distinguish between that item which is of immediate comcern
and requires action, md that which will be of use later on.

. 9
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Be Recopnize sippifizect izer and comisntlng thoroon, ate. YTz
gupport ol ecomomic rerorting ror OCL At Will be necessary for the
amnalyct to seleet iftems of outstanding importance and to wirite
quick, short, peneilled notes celling them to the sbttention of

the proper avthority im CCI. In some cases 1t may be necensary

for the analyst Lo consult other O/RR perscnnel before vriiling such
a eomient. This . ould be true where the analyst wos ursure as to
whother the 14om was or was nct of current sigmificence, In susport
of OCi the araliyst must be thoroughly femiliar wiihi OCI "indieations"
lists. Such ccanents muet 2o of the most cursory mabure since any
fhirther detailed follow vp will be initiamted by CCI vwith other O,f RR
or OCI perswicl.

Co Ivaluating SO, 00 end Alr Force documeuts. The reading panel
must indercake to give preliminary or quiciins evaluahions %o those
dosumsnte requiring sich, withie reading penel standiicds sut by the
ehief. Evaluations must be consistent, although rccognizably mot
proviiing for & “"rossarch® greding or comments. /(paln vwhers the
anelyat dees not homestly know how to evaluete the document, ccoasulio-
tion with am ajppropriate oerson should be held.

De Guidence % OCD. To sumnarize; alloca®ion by the annlyst of any
documant would fzii into ths following three classees (1) to central
files for labsv uss, (2) to current intelligence Pur immediate use,

- {3) to research personrel working on a specific pruject in vwhich the

documsat 1s a natisr of vital importance. This lest requires of the
current readin: snalyst a thorough familiarity witu whme projecis
carrisd by the office end a nice gensc of Judgment (possibly after
consultation) as to the importance and psriinsmey of the sibject
documont.

Concernin: the firet classification above, the reading panclists
must ¢srry e senze of responsibility for the proper cuidunce to CCD
in its function of filing, coding, etc. The analyst should inquire
gnd arsure himself that the many possible relevancles of s documend
can bu explorsd through the OCD system vhern the nseed arises. DPetwesn
the rezoarch units and the reuding penel, Q/hR ought te bHe assured of
8 proper check anc balence on the serviecing facilities withinm CCDa
However this function of the reading panel implies the need to "rids
herd"” on tho sfficiemcy and porformance of CCD's services.

Corollary problenge.

A. Extraction of information. If the reuding pavel as oublined ebove
is pu’ into Tuil vperationy the question arises we to the need of ary
extracting being done by the resesrch emalysts for use as rcference st
a latser dete. Prosunably ths analyst will be working only on papsra

e
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for the imcdinte project provlew end will have all the nccescary
papers noted, £iled, or carded for the erganizatior of his pepers
Therefore, the sralyst is not involved in extracting from current
incomingz materials. PTerhaps the reading panel should take or thils
job. Howevsr, if OCD's facilitieos are sdequate (coding of meterials,
eto.), it is questionable whe'her an additional extiraching should be
done. Or, if still required, whather in the proceas of OCD coding,
extracting chould not be made. This involves & lot of paper work
regardless of vhether it is done in OCD or elscwherss

B,  Aibstractiom, Absireciion can cut scross several problems. End
use should be procisely defined. It would seem that in most cases
reproduction of a documsnd vould mere fully serve the purposo,

C. Vitel statistics,

Daily incoming documents 400 - plus

Averags no. pages per document 3

Incoming cables 220 « plus
Reroutinz ard rereading unknowa

Present pansl strength 8

Reading time per page per amlyst % minute - minus

The above does mot include a great deel of meterial directly
coming to OCD eand put on mierofilm or handled othervise (projest
Wringer, etc.). o

The above mmber of documents can be c¢onsidered a minirum since
activation of cther O/RR umits and incroased requirements will
multiply the number of Iincoming documents.

4) Library fdcilities., The effoctiveness of the reading panel and basically
the research ac%??f%?“E?”ﬁ7ﬁR will be entireiy decendent on the efficiency snd
rapid service of OCD facilities. Thers ars two outstanding requirements on the
use of these facilitios: (a) The library must provide a code system vhich will

be capable of servicing “ho analyst on specifics and also on a comprehensive
crosgereference basis. {b) The enelyst must know how to use research facilities
and be able to define his needs in terms of the facilitics.

§) Miscellaneous. From sool analysis it would scem that & ratio of four
supporting empleyees in OCD to one employees in O/RR gre needod to permit QfRR
to funchion properly. If such supiort were not furnished %o 6/PR, an increase
of approximetely 20 emplayees in 0/RR to each empluyee nov. on the 0/3R /0
would be necesssry. '
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